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Shared Information Services (SIS): Inmitiative Oversight Committee (I0C)
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Return to Project

Initiative Qversight Committee (1I0C)

The Initiative Oversight Committee (IOC) is responsible for managing the overall SIS effort, remov
to success, and ensuring overall vision and objectives are being met. This committee makes sure
implementation projects are being aligned with the ongoing services being established. Specifical
works drrectly with the project managers of each SIS project and with each service manager respc
the service after the initial mplementatnon

I0OC Members:

Joe Rueden, |OC Chair and Organization Project Co-manager, DOA
Jeanne Owings, |OC Co-Chair, Crowe Chizek

Kevin Acker, Technical Lead, DWD

Jeff Bombell, Technical Lead, Crowe Chizek

Judy Heil, DET Service Delivery Manager, DOA

Doug Schrock, Rollout Oversight and Management, Strategy/Technical Leadership, Crowe Chiz
Alicia Antonetti, Overall Rollout Project Management, Crowe Chizek

Tim Herbert, Organization Project Co-manager, DOA

Kevin Ohl, Organization Project Co-manager, Crowe Chizek

Susan Lee, Manager, Data Center Receiving, DOA

Amy Lieberg, Co-manager, Data Center Receiving, Crowe Chizek

Mike Averill, DET Operations: Server, DOA

Amy Dustin, DET Operations: DBA, DOA

Jan Schneider, DET Operations: Network; Network Foundation Project Manager, DOA
Lisa Onken, DET Operations: Ops Support, DOA

Trina Zanow, DET Operations: Applications Hosting, DOA

Cheryl Hoffman, DET Operations: Desktop, DOA

Mark Sawicki, Support Tools Project Manager, DOA

John Ritchie, Data Center Project Manager, DOA

Mike Lettman, State Chief Information Security Officer, DOA

Rob Keis, Security Foundation Project Co-manager, DOA

David Clark, Co-manager for Technical Foundations Projects, Crowe Chizek
Raffi Mesdjian, E-mail Rollout Project Manager, DWD

Michael Held, Union Representative, DNR

John Pribek, Communications Specialist, DOA

» I0C Meeting Agendas and One-page Weekly Status Updates

o Weekly Detailed Status Updates Presented to the I0C

Is there something you did not find on this list? Check the Archives.

(+) External Link - Browser opens in a new window.
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Return to Project
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Shared Information Services (SIS)
101 East Wilson Street
Madison, Wisconsin 53702
Phone: 608-261-5041 FAX: 608-267-0626
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State of Wisconsin

Information Technology
Directors' Council

R
ITDC Input to DOA regarding Server Related Resources

Consolidation :: RFP 3113 Server
Consolidation

January 21, 2004

Summary

Members of the Wisconsin Information Technology Directors

Council (ITDC) recognize the advantages and cost savings that Executive Committee
may be achieved by consolidating server resources and

operations. However, based on the initial findings of the :: Frank Ace, DOJ
Technology Leadership Council’s Server Domain, we think it is in :: Oskar Anderson, DOR
the best interest of the state to point out some of the :: Tony Cappozzo,
uncertainties, costs and risks associated with the potential Veterans Affairs )
benefits of server consolidation and in the current processes 2 Jack Duwe, UW-Madison
being used to pursue these potential benefits. Our concerns are  :: Judy Heil, DATCP
echoed by Gartner studies that show nearly 30% of outsourced -+ Dave Hinrichs, ETF

IT infrastructure efforts fail to achieve desired cost reduction :: Vinnie Thousand, DWD
goals, and that careful planning and analysis are critical. In short,

there should be a careful cost benefit analysis done before

proceeding.

Opportunities

Industry wide, relatively short term (1-2 year) savings from server
consolidation can come primarily from four areas: -

» More effectively utilizing excess capacity in processing power
and storage space on the servers

= More effectively utilizing excess capacity in staff that purchase,
install, and maintain servers

»  More effectively utilizing excess capacity in the facilities used to
house the servers and support staff

= More effectively utilizing licenses for software running on the
servers. :

If excess capacity does not exist, it is doubtful any short term
savings will be realized.

Longer term savings (2-5 years) could also be achieved if, in
addition to simply consolidating servers, you create a more
standardized and efficient environment in which to develop,
deploy and support business applications

http://itdirectors.wi.gov/server_consolidation_input.htm
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Real Excess Capacity

Most state agencies have experienced very significant budget
cuts during the past four years. During that time many agencies
have already realized the savings associated with excess
capacity in server hardware, support staff and facilities. This is
especially true of support staff. Many people who spend part of
their time supporting servers in a generic sense also spend a
great deal of time supporting agency specific business
applications at the server and sometimes the desktop level. They
are also key to the development and procurement of business
applications. This is heightened in the small agency model —
where due to small IT budgets a single staff person may be
supporting the majority of technologies in the agency. Cost
increases for existing IT services could severely impact the
agency’s ability to accomplish its business initiatives. Therefore,
industry averages should not be used for estimating savings in
this area. Only current, detailed information obtained from each
agency should be used.

Systems Complexities

The costs associated with housing multiple business applications
on a single server environment should not be underestimated.
One of the most significant challenges of working with today’s
Web based technologies is making sure that the specific
versions of all the different pieces of software running on a
server, or set of servers that are required to support a single
business application all work together. There can be literally
dozens of components involved in each case. Seemingly
harmless upgrades to one component can cause malfunctions or
create weakness in systems security. This can lead to serious
outages, hours of trouble shooting, and coordinating the efforts
of muftiple vendors.

The complexities described above can diminish any savings
assumed from planning on a more homogenous environment
and can increase maintenance costs. The grouping and placing
of business applications should be very carefully planned and
tested.

Service Levels

Currently each business application running has a “service level”
associated with it. That service level may be assumed, or it may
be very well documented depending on the criticality of the
application and the formality of the hosting agency’s methods of
operation. The highest service levels may require redundant
hardware and software, 24x7 on call support from state staff and
vendors, and may require the ability to run at an alternate
location in the event of a problem at the primary location.
Identifying, developing and maintaining the appropriate service
levels will be a lengthy and critical process. This process and the
resulting services will erode many short term savings and may
stretch out the payback period of long term savings.

All costs and charge backs associated with server consolidation
and providing the variety of service levels required should be

http://itdirectors.wi.gov/server_consolidation_input.htm
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carefully developed and analyzed before any savings are
projected. This should include costs associated with higher
levels of service like 24x7 support, backup generator power, fully
redundant hardware and software, as well as a backup site.
Existing agency resources dedicated to these additional services
should be assessed to determine their costs and to maximize
efficiencies.

Security

Just as different business applications have different service
levels, many have different security requirements — both at the
physical and at the systems level. Differing security requirements
will affect staff hiring, work assignment practices, facilities
design, and systems maintenance procedures. These variables
will also impact both short and long term savings since they may
decrease our ability to have a homogeneous environment.

Security levels should be defined, and all associated cost
chargeback’s identified prior to estimating savings.

Risk to the Business

As security and service level requirements are being analyzed, it
is also important to consider the risk level that is acceptable to a
given line of business. Acceptable risk will have a defining
impact on both areas. Consolidation without redundancy can
create a single point of failure. Just as some companies
preventing too many key employees from traveling on the same
air plane at the same time, the state will need to define how
many, and which key applications can run on the same set of
equipment, in the same location. This will not only be a factor in
the event of a failure, but also when routine planned
maintenance affects a facility or operations center. Risks will
naturally occur during implementation any major initiative or
migration, like server consolidation. Those implementation
related risks should also be carefully identified and overall risk
mitigation plans developed.

Standardized Environments

Standardizing the environment in which business applications
are implemented and maintained can lead to a more effective
and efficient organization. Open standards are available and
many vendors are using them to produce business applications
today. It is probably safe to assume a significant percentage of
the State’s business applications could be migrated to a
standard platform. That process, however, could potentially be
very costly and time consuming. Also, with technology changing
rapidly, as well as the methods in which we obtain business
applications, the use of Application Service Providers for
example, it is unlikely we'll get the vast majority of our business
applications on a common platform in time to realize significant
savings. The variables involved in predicting such long term
savings are so numerous and rapidly changing that extreme
caution should be urged in making any savings estimates. The
environments which are most easily standardized (and hence
provide the greatest cost savings) should be addressed first.

http://itdirectors.wi.gov/server_consolidation_input.htm
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This may include already commoditized services such as e-mail,
file/print, web hosting, GIS hosting and problem/change
management.

Rates

Since the Division of Enterprise Technology (DET) is primarily
rate driven, any rate structure related to developing and
supporting a central server operation needs to be calculated
before any consolidation takes place if you are going to have an
accurate cost benefit analysis. A consolidated server
environment is likely to be more complex to set up and maintain
initially than the existing mainframe environment DET is familiar
with running. All start up costs, like possible network expansion,
will also need too be taken into account. These factors may lead
to a higher rate schedule for the first several years, but will be
very important to identify for all agencies since budgets continue
to decline.

Research, Development and Capitalizing on New
Technology

Perhaps one of the least publicized concermns related to server
consolidation and a very standardized environment is the
negative effect it may have on research, development and the
effective use of new technology. A common, shared environment
may limit the speed of adapting new technology to that of the
slowest partner in a given group. Given the variety of cultures,
funding sources and levels, and businesses of state agencies
this could be a significant deterrent to the State’s ability to utilize
new technology, and to attract and retain high quality IT staff.
The ability to create environments to adapt newer technology
outside of the common, shared environment should be included
in the short and long term savings calculations.

The Process

The formulas used to estimate savings from server consolidation
are simple. The difficult task is getting accurate and complete
information related to the current environments to make the initial
estimates, accurately calculating all the costs associated with
implementation, and monitoring all the key variables in order to
compare the real costs of the new environment with the old one.
This obviously complex process warrants an approach where
specific, phased objectives are outlined, and pursued. Clearly
there are some opportunities that are likely to be more
productive than others. These should be undertaken first, with an
opportunity provided to learn from the process and new ongoing
operations before more difficult steps are taken.

While the use of an outside partner could be very valuable, the
process described above may be ditficult to meld with the
concept of using a partner who gets compensated only from
achieved savings. It’s not hard to envision a scenario where
agencies lose resources and associated funding, only to have to
pay more for similar set of services due to inadequate planning
and disagreements over actual savings. Care must also be taken
to ensure the quality of service is not compromised in the name

http://itdirectors.wi.gov/server_consolidation_input.htm
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of savings. Certainly, the development of such a contract and its
oversight will be a challenge new to the state, and one which
should not be underestimated. All estimates for expenses, rates,
and savings should be shared with the state budget office prior
to any decisions being made. In addition, we should consider
sharing our plans, methods and analysis with an independent
consultant who will not be involved in the consolidation itself.
This third party review process may be an effective audit tool that
could be used throughout the process.

Conclusion

Consolidating the State’s server environment as well as creating
a more common development and support environment are
initiatives worthy of full and open consideration. They will in all
likelihood lead to savings and to more effective use of IT
throughout the state. It's worth noting, however, that many of the
potential savings associated with these initiatives could be
realized regardless of where the physical assets are located. We
believe it is imperative for the success of these efforts, that
agency staff from both the IT and business side be involved, that
all options be fairly considered, and the development of any
contracts with business partners be an open and careful
process. The IT leadership within the state is a dedicated and
talented group. We welcome the challenge to do business in
truly different ways and to respond to the needs of the state in a
timely and effective fashion.

return to WITDC homepage

Updated February 2, 2004
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